This conceptual analysis explores recruiters' ability to utilize the practice of strategic foresight to scan internal and external environments as a strategic plan to matching people to jobs. In today's volatile market, it is no longer useful for recruiters to attract and hire talent with a desultory mindset when filling open positions without considering internal and external factors. Today's recruiters must become more deliberate in who they hire by having a tactical plan to attract and retain the most qualified people in an unpredictable global market. Through the process of developing a conceptual framework model, this paper aims to present three strategic foresight competencies required for recruiters to match people to jobs. Also, this conceptual analysis will argue the need for recruiters to possess a strategic mindset to attract and hire the most qualified people to an organization. Furthermore, discuss the implications of recruiters who lack strategic foresight competencies. The practice of strategic foresight is now a requirement for recruiters to become cognizant of internal and external factors such as competitive behavior, technological change, political and economic conditions and human capital, which can influence their approach to matching people to jobs. Overall, when recruiters match talent based on the company's strategic drivers rather than blindly fill open positions without a tactical plan, organizations can better achieve its performance potential.
Introduction
Global competition has forced companies to improve productivity through the alignment of organization strategies (Becton & Schraeder, 2009) . As a result, it is imperative that human resource professionals contribute to the organization's bottom line through strategic business priorities (Longenecker & Fink, 2013) . Recruiters have the responsibility of finding talent to help position companies for optimal performance (Abang Ekhsan, 2009) . To support overall business goals, recruiters need to possess a strategic approach to matching people to jobs (Hughes & Rog, 2008) . In a volatile market, it is no longer useful for recruiters to attract and hire talent with a desultory mindset when filling open positions without considering internal and external factors (Al-Bahiri, 2015; Jeffery & McKee, 2011 ). Today's global environment requires recruiters to become deliberate in who they hire by having a tactical plan to attract and retain the most qualified people (Abang Ekhsan, 2009) . Although tactical methods are unique to each organization, successful ones include strategic foresight competencies coupled with the knowledge, skills, and abilities of the recruiter, to assess and evaluate specific talent needs of the company (Taneja et al., 2013) . Before considering a strategic approach to matching people to jobs, the theory of the traditional recruiting method must be explored and developed, to provide a foundation for the conceptual analysis.
Theoretical Analysis of the Traditional Recruitment Method
In a global survey, human resource professionals stated that "the ability to attract and retain talent as the top people management issue in their organization" (Saks & Uggerslev, 2010; Hughes & Rog, 2008) . Recruitment serves as a technique to identify and attract potential employees with the knowledge, skills and abilities organizations need to maintain a competitive advantage (Johnson et al., 2014; DeGrassi, 2012) . Recruiters are responsible for evaluating and assessing candidates whom they believe will add value to the organization (Hofhuis et al., 2016 ). An efficient and adequate recruitment process attracts the most qualified candidates while reducing lack of fit and lowering employee turnover (DeGrassi, 2012) . However, the traditional recruitment method requires recruiters to sift through hundreds of thousands of on-line job board resumes from applicants (Bateson et al., 2014) . This process has the potential to yield a significant number of unsuitable applicants, which in turn, produce a less qualified applicant pool. Recruiters are not only disappointed they were unable to find suitable applicants but also, frustrated they spent time and resources without a return on investment (Humphrey, 2014) . Also, "'serial applicants' or job seekers who apply to more than one position concurrently on a job board," were noted as the reason for the increase of unqualified candidates (Bateson et al., 2014) . The traditional method of matching people to jobs through the sourcing of hundreds of thousands of resumes from on-line job boards has contributed to the increased cost of recruiting talent (Bates, 2015) .
The 'Post and Pray' Recruitment Approach
'Post and pray' is a practice where recruiters 'post' an open position to an on-line job board and 'pray' they will receive qualified candidates (Jeffery & McKee, 2011) . Recruiters just sit back and wait for candidates to apply for positions on the job board (Bates, 2015) . This laid-back approach is a traditional method of recruiting which enables companies to hire the talent they need with little or no effort at all (Jeffery & McKee, 2011) . However, as recruiters from various industries and sectors began to utilize the 'post and pray' approach to finding talent, the number of on-line job board applicants have "multiplied due to the ease of application combined with a greater catchment area" (Bateson et al., 2014) . The traditional method of recruiting has become convoluted, due to the inundation of applicant resumes from job boards (Jeffery & McKee, 2011) . In 2011, a survey of U.S. recruiters showed the average number of applicants per job in the U.S. was 118 while the screening of resumes from on-line job boards took an average of 9.5 hours per job post (Bateson et al., 2014) . Recruiters are taking longer to review resumes due to the volume of job board applicants.
The Problem with the 'Post and Pray' Recruitment Approach
The main problem with the 'post and pray' approach is that it does not target specific candidates. Bates (2015) argued that the search for talent is targeted and personal (Saks & Uggerslev, 2010) . Choudhury (2012) also argued that recruiters possess better control of applicant volume when they can target candidates based on a set criteria. When recruiters target applicants by matching their skills to the organization needs and requirements, they can better match people to jobs. According to Jeffrey & McKee (2011) , "candidates have choices to determine where they want to work",… as a result, "recruiters must …chase them down and seal the deal." Jeffrey & McKee (2011) further explained that "recruitment should not feel like a roulette wheel in which recruiters 'spin' for the right person…who is looking for a job at that moment in time…with the right skill set." As mentioned earlier, recruiters need to be deliberate in who they hire to adopt a strategic approach to matching people to jobs. However, when recruiters use the practice of strategic foresight, they are less dependent upon solely utilizing the 'post and pray' recruiting approach to find and match talent to jobs.
What is Strategic Foresight?
In general, strategic foresight is "the practice of creating a functional view of the future, or future events and possibilities, in such a way as to take full advantage of opportunities, as well as to prepare for any possible adversity" (Wise Geek, 2017) . "Strategic foresight focuses on the most probable future of some specified phenomenon if things simply continue as they are," and considers external factors which can alter the future" (Bell, 1997) . The concept of strategic foresight and its "strategy principles date back to early Chinese philosophers and ancient scholars" (Chermack, 2011) . Military leaders have been utilizing strategic foresight to create 'what if' scenarios to determine plausible outcomes (Hirsch et al., 2013) . According to Cattell (2002) "strategic planning using scenarios emerged in the 1950's at the RAND Corporation where it was popularized by Herman Kahn in the context of military planning." Pierre Wack of Royal Dutch/Shell adopted the scenario planning concept to challenge decision makers' assumptions (Chermack, 2011; Cattell, 2002) . As a result, the practice of strategic foresight enables leaders to anticipate many risks and opportunities that could confront them in the future. "The goal of strategic foresight is to make better, more-informed decisions in the present to anticipate what is coming… by comparing 'what can happen'… with 'what the organization would like to see happen'…" (Hines, 2006) . When leaders understand the alternatives to their desired futures, they can become more innovative (Inayatullah, 2008) . However, strategic foresight is not a practice of fortune telling where "a correct future" or "a prediction of what will happen" is reported (Hines, 2006) . Strategic foresight provides organizations more than one futures to consider (Bell, 1997) . In essence, strategic foresight empowers leaders to take a look at other possibilities which could impact the preferred or desired state (Hines, 2006) . The practice of strategic foresight is not only imperative for leaders to possess, but also, recruiters who can utilize it to understand internal and external forces which impact their ability to match people to jobs. ijbm.ccsenet.org International Journal of Business and Management Vol. 13, No. 4; 2018 
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Strategic Drivers
Organizations work diligently to achieve a competitive advantage to increase market share and profit for longevity success (Greco et al., 2013) . Sustainable companies "possess an innovative and competitive strategy that fosters a unique and valuable position in the industry" (Moon & Ruona, 2015) . Strategic drivers are internal forces organizations utilize to determine their success in their market. Strategic drivers are also known as 'factors of competitive success,' 'key success factors' and 'key value propositions' (Hughes et al., 2014) , which are competitive advantages companies utilize to differentiate themselves in their industry (Moon & Ruona, 2015; Budayan et al., 2013) . Sheehan & Foss (2007) , also explained that strategic drivers are "generic, structural factors under management control, which impact value by an activity…that represents the firm and the context of the business value system the firm operates in." For example, some companies may differentiate their business through customer service while others may do so with rewards and incentives. Strategic drivers not only vary for each business activity but also, across industries (Budayan et al., 2013) . Strategic drivers play a vital role in positioning a company to gain an advantage over its competitors by customizing its own, "processes, technology, knowledge, human and organizational factors, rather than 'copy-pasting' other organizations' strategies" (Ghinea & Moroianu, 2016) .
From a recruiter's perspective, it is vital to know the organization's strategic drivers to integrate HR practices with corporate strategy (Al-Bahiri, 2015) . Recruiters are in a unique position to find employees who possess the right abilities and skills to support the strategic objectives of the organization (Ghinea & Moroianu, 2016) . Strategic drivers serve as a roadmap for recruiters to find talent which complements and support critical success factors. Experts stated that "HR systems such as selection, training… should be tailored to match the company's growth objectives…" (Al-Bahiri, 2015) . It is necessary that recruiters understand the overall business goals of the organization to attract talent based on the needs of the company (Humphrey, 2014) . By possessing a strategic approach, recruiters can ensure they are matching talent to the right jobs based on the organization's strategic drivers. One internal strategic driver recruiters can utilize to gain a competitive edge in matching people to jobs is the candidate engagement experience.
Candidate Engagement Experience
Personalized and open communication to job seekers is another way recruiters can gain a competitive advantage (Recruitment Goes Viral, 2013; Jeffery & McKee, 2011; Russell & Havel, 2010) . Many organizations refrain from cultivating a long-term relationship with candidates' due to complexity and cost (Allden & Harris, 2013) . Strategic recruiters cultivate relationships with candidates to leave a positive impression, so candidates will want to work for the organization (Russell & Havel, 2010) . However, strategic recruiters understand that candidates are also potential consumers or ambassadors to the company's products and services (Jeffery & McKee, 2011) . Kajanová et al., (2017) , posited that recruiters "need to see candidates as potential customers, partners, and future employees regardless of their current experience level or fit within their company." According to Allden & Harris (2013) , "it is the sharing and exchange of information within the network that sustains longevity." As a result, it is in the best interest of recruiters to communicate with potential job seekers through online talent community forums to "deny competitors access to the best human resource assets" (Allden & Harris, 2013) . On-line talent community forums allow for potential candidates to engage with recruiters to learn more about the company, information about job openings and the hiring process. Candidates who have a positive experience with a recruiter who communicates with them through a transparent hiring process, are more likely to refer friends or other colleagues (Russell & Havel, 2010; Saks & Uggerslev, 2010) .
The screening process is also an area a recruiter can gain an advantage in the war for talent. Some companies do not consider the candidate engagement experience as a strategic way to differentiate themselves from their competitors. According to a talent engagement report, "47 percent of candidates wait to hear back from recruiters after more than two months after they applied for a position." The talent engagement report further stated, "only 20 percent of candidates are notified by email that they are no longer considered for the position", while "only 8 percent of these candidates receive a telephone call to learn they are no longer considered for the job" (Talent Board, 2016) . The lack of feedback from recruiters is a complaint often heard by candidates (Recruitment Goes Viral, 2013) . Recruiters who use candidate engagement to take advantage of opportunities their competitors do not see or overlook in cultivating relationships have a better chance of finding and matching people to jobs (Kajanová et al., 2017) . Another internal strategic driver recruiters can utilize to gain a competitive edge in matching people to jobs is the organizational structure. Recruiters must also consider their organizational structure when they are matching people to jobs. The method in which organizations receive and process information within the hierarchy impacts the efficiency and effectiveness of corporate performance (Yildiz, 2012) . It is essential recruiters match candidates to the organizational structure so that they can perform well within the hierarchy. For instance, a matrix organizational structure consists of a dual authority between functional and divisional hierarchies (Harris & Raviv, 2002) . Cheng and Chang (2012) argued that in a matrix configuration, employees may possess "insufficient absorptive capacity" … in which employees are unable to react "to the change of a situation" due to the layout of the organizational structure. As a result, employees may become confused to which priorities to focus on in a dual coordination across functions and divisions in a matrix configuration (Burton et al., 2015) . If a recruiter is seeking to fill an open position in a matrix organization, it is essential the recruiter seeks qualified candidates who know how to perform in a matrix, dual authority environment.
From a strategic perspective, recruiters need to ask questions about the candidates' skills and qualifications in working in a matrix hierarchy or assessing the candidates' ability to serve in one. Thus, organizational design experts also reported that in a matrix organization, "the 'two-boss' system can create power struggles and task confusion" (Lee et al., 2015) . The use of strategic foresight enables recruiters to determine the type of skills candidates will need, based on internal and external factors to perform in a specific organizational structure. Strategic foresight allows organizations to scan environmental factors to anticipate risk and opportunities that could confront them in the future (Inayatullah, 2008) . It is important for recruiters also to utilize strategic foresight, to understand how a candidate's inability to perform in a specific organizational design can interfere with performance on the job. Strategic recruiters set the criteria and selection standard when they ask themselves, "What kind of people do best in this job" (Choudhry, 2012)? This type of question and analysis set the tone for strategically matching people to jobs. Internal drivers such as candidate engagement and organizational structures, serve as two examples of how recruiters can gain a competitive edge in finding talent to matching people to jobs. These internal success factors have the potential to help companies differentiate themselves from their competitors to gain strategic leverage.
External Forces Impacting Recruitment
Market Trends, Changes and Conditions
External forces, on the other hand, are conditions, trends and changes the organization does not have control over; however, they still must prepare for them. "Competitive behavior, technological change, political and economic conditions and human capital…" are some of the many external factors which influence recruiter's approach to matching people to jobs (Al-Bahiri, 2015) . External forces such as an aging population and decreasing pool of qualified candidates are challenges recruiters must deal with in finding talent (Holm, 2014) . Also, the recent political and legal changes which impact the way employers in the United States hire foreign workers, adds to the pressure of matching people to jobs (Maurer, 2017) . As a result of these competing forces, recruiters must become analytical and adaptive.
Threats
According to Ralston & Wilson (2006) , businesses will need to become "adaptive systems that work organically to find, capture, interpret and act on cues from an ever-changing environment." In other words, organizations that rapidly change their practices, processes, methods, and procedures to adapt to market turbulence or become proactive in the face of change, are in a better position to anticipate threats and turn them into opportunities (Ralston & Wilson, 2006; Marsh et al., 2002) . In fact, it is imperative recruiters possess the ability to anticipate threats by scanning their environments for data, trends or ideas which can impede how they find quality candidates (Hughes et al., 2014; Hines, 2006) . Cornish (2004) defined the process of scanning as "identifying significant changes in the external environment…in the world beyond our immediate area of operations…". Cornish (2004) further explained that scanning is "the effort to identify and understand phenomena or aspects of the world that are most relevant to people…who need this information to make important decisions." By scanning the marketplace for turbulence, recruiters can collect early signs of change to make better, more informed decisions in finding talent (Hines, 2006; Ralston & Wilson, 2006; Schultz, 2006; Marsh et al., 2002) . Unfortunately, some recruiters operate in reactive mode by responding to market turbulence after it has impacted the organization (Hammoud & Nash, 2014) . For some companies, blindly filling open positions without considering external factors is the status quo and a standard practice (Palomino et al., 2012 
Scan Internal and External Environment for Trends and Changes
The second competency in the conceptual framework model (Figure 1 ) requires recruiters to use their analytical skills to scan for changes and trends in the internal and external environments which have the potential to impact how they recruit and match people to jobs (Ismail & Karkoulian, 2013; Fontaine, 2008) . It is important for recruiters to look for changes and trends in various places to learn and anticipate what changes are coming and how they will impact their recruiting efforts. Recruiters who utilize strategic foresight are looking for signals of change and discontinuities from sources such as "politics, regulation, culture, consumer behavior, public opinion, business processes, science and technology" (Ralston & Wilson, 2006) . When recruiters scan their environment for changes, they can better prepare for their desired and preferred future (Hines, 2006) . A strategic process supported by the recruiter's ability to scan environments for trends and changes is now required to match people to jobs.
Strategic Drivers and Unpredictability
The third competency in the conceptual framework model (Figure 1 ) is the recruiters' ability to use organizational strategic drivers and market turbulence as a competitive advantage. Since unpredictability and uncertainty remain unchanged, recruiters must continue to be creative in utilizing differentiation to stand out from their competitors (Nyuur, 2015; Holm, 2014) . Differentiation in products, services or even a philosophy in the way of doing business, are drivers recruiters utilize to match people to jobs. One method in which recruiters can differentiate themselves from their competitors is by seeking passive candidates to match people to jobs (Jeffery & McKee, 2011) . Passive candidates are qualified people who are not actively seeking employment (Talent Board, 2016) . A talent survey reported that "only 10% of relevant experienced talent is looking for a role at any given moment of time…which means that 90% of candidates relevant for a role is not looking and the best candidates are typically among them" (Jeffery & McKee, 2011) . Rather than use the 'post and pray' traditional approach to matching people to jobs, recruiters must consider shifting their focus to seeking passive candidates. As a result, recruiters will have more control to 'hand-pick' and target candidates whose qualifications and background align with strategic drivers of the organization (Al-Bahiri, 2015; Bates, 2015; Jeffery & McKee, 2011) . A strategic process supported by the recruiter's ability to use strategic drivers and unpredictability as a competitive advantage is now required to match people to jobs.
The Process of Strategic Thinking
The conceptual framework model (Figure 1 ) suggests that if recruiters lack analytical and creativity skills, they will face a challenge trying to satisfy the remaining competencies in the model. Strategic thinkers are often analytical and intuitive. Moon & Ruona (2015) , stated that the "process of strategic thinking requires a cognitive process, which depends on an individual's understanding of the context of the strategy." Experts also described the process of strategic thinking as "having a system perspective, being intent-focused…and acting in an intelligently opportunistic manner" (Nuntamanop et al., 2013) . As a result, the process of strategic thinking "seeks new and different futures that may lead a company to redefine its core strategies…" (Nuntamanop et al., 2013) . Experts further noted that strategic thinkers possess an understanding that the world is complicated and they need to make sense out of the chaos by breaking down complexities to determine the relationship of each part of the system or issue (Nyuur, 2015; Wayland, 2015) . In other words, strategic thinkers look for commonalities to learn how to use chaos and unpredictability as a driver to success (Abraham, 2005) . Recruiters must become strategic thinkers by possessing a methodical process in their approach to matching people to jobs.
The Case for Strategic Foresight Competencies
In today's environment, recruiters can benefit from adopting a strategic mindset since there are internal and external factors which can impact the hiring process (Nandakumar et al., 2010) . As presented in the conceptual framework model (Figure 1 ), matching people to jobs requires recruiters to possess specific analytical competencies and skills to help organizations remain competitive. According to Hughes et al., (2014) , strategic recruiters who possess foresight competencies "free themselves from silo thinking, seek beyond self-imposed constraints which focus attention on information within a limited domain and seek out perspective from others." Hughes et al., (2014) , further stated that strategic recruiters "have an eye for anomalous data" and possess the disposition to look around for potentially useful information which can help or hinder their search to finding talent. It is vital that recruiters possess a new way of thinking concerning their approach to recruiting people to jobs. Today's recruiters "will need to attract and retain employees quite different from the people they replace, and they will need to adjust their targeting, their channels, and their over-all strategies accordingly" due to external factors impacting the recruitment process (Hughes & Rog, 2008 
A Strategy to Matching People to Jobs
A strategic recruitment approach is necessary to match people to jobs because the right people are needed to help position a company to reach organizational goals. Without the right people in jobs, a company's strategy to compete in the market fails. Also, a strategic approach to recruitment helps decrease the chances of hiring unfit people in jobs which cost the organizations thousands of dollars in lost productivity, employee turnover and resources (Hughes & Rog, 2008) . In fact, the Harvard Business Review reported that 80 percent of turnover is caused by bad hiring decisions (Choudhury, 2012) . Job advertising fees, staff time, training fees and litigation expenses are some of the cost employers incur when replacing a bad hire (Fryre, 2017) . The estimated cost of replacing a bad hire is approximately one-third of a new hire's salary (Choudhury, 2012) . Recruiters play an active role in decreasing employee turnover since they are responsible for hiring talent. It is vital recruiters have a tactical plan to reduce employee turnover. When recruiters use their analytical and creativity skills to scan environments for trends and changes while using the company's strategic drivers and unpredictability to assess and find talent, the organization can invest in bringing people onboard that will achieve its performance potential (Khalifa, 2008) .
Implications for Lacking Strategic Foresight Competencies
Recruiters who fail to recognize the need to possess strategic foresight competencies will lose the ability to assist their organizations in responding to change (Nuntamanop et al., 2013; Esmaeili, 2012; Kenny, 2006) . It is imperative that recruiters become cognizant of external forces which impacts an organizations' internal activities and processes (Cornish, 2004) . Recruiters who are unaware of environmental changes and forces in a global economy have the potential to increase their chances of being unprepared to respond to them, which in turn, hinders their ability to attract talent (Ralston & Wilson, 2006; Marsh et al., 2002) . For example, based on the United States presidential election outcome in 2016, President Donald Trump and his administration initiated changes to the H-1B visa process which impacted recruiting efforts for organizations (Maurer, 2017) . Forward-thinking recruiters who anticipated how the political climate change in the United States would impact their hiring efforts were in an advantageous position to create alternative hiring strategies. Research supported the premise that recruiters who possess strategic foresight competencies are in a better position to anticipate changes to their hiring strategy (Esmaeili, 2012; Kenny, 2006) . As a result, forward-thinking recruiters utilized their analytical skills to look for data, information and domestic and international changes and trends which supported or interfered in their hiring approach to matching people to jobs (Hughes et al., 2014) .
Organizations rely on the expertise of recruiters to help gain a competitive advantage through hiring strategies (Abang Ekhsan, 2009). Without strategic foresight competencies, recruiters are left to operate reactively to environmental changes and events (Hammoud & Nash, 2014; Humphrey, 2014; Choudhury, 2012) . Furthermore, a recruiter's lack of strategic foresight has the potential to increase employee turnover and recruitment costs, due to hiring unqualified candidates (Frye, 2017; DeGrassi, 2012) . The 'post and pray' recruiting approach lacks strategic foresight since it relies on chance, coincidence and luck to find and match people to jobs (Jeffrey & McKee, 2011) . Furthermore, the 'post and pray' recruiting approach hinders organizations in finding and hiring talent, which in turn, weakens their fundamental value proposition (Bates, 2015; Humphrey, 2014) .
Conclusion
Recruiters can no longer assume that internal and external environments are undeviating and linear. They must possess strategic foresight competencies in looking for changes in trends and forces which can interfere with matching people to jobs. If recruiters do not own the required analytical abilities to scan the environments for such changes, recruiters will cost organizations money and resources. However, recruiters can learn strategic foresight competencies if they are willing to step outside of their comfort zone to grasp new ideas and a calculated way of recruiting talent. In essence, recruiters must shed their fear of the unknown by challenging the status quo of the traditional recruiting method. In a volatile market, the conventional practice of hiring to fill an open position without a hiring strategy is no longer a valid method for recruiters. The impulse to quickly fill a job opening without taking the time to review and evaluate internal and external factors threatens an organization's performance. The recruiters' tactical plan in utilizing foresight competencies along with strategic drivers to match people to jobs, has the potential to better position companies to finding and recruiting talent to meet organizational demands. A strategic approach to matching people to jobs is now required to not only remain competitive in a turbulent market but also methodically spend resources.
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